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MEMGRANDOM FOR: Career Cowne:1 


SORIECT t Revision cf Fitness kevert Form Ne. 45, 1 October 1954 


‘, Guaultancous with the adept.on of tha fitness Report, the Agency 
Career Council directed that etudies be intiated toward its inorovement. 
The Director of Personnel requested she assessment and Evaluation Staff, 
Office of Training, to undertake shai svucies. desults to date are in- 
corporeied in an attached proposed ¢svisien of tne form (TAB A) and in 
escommendations concerning policise and procedures surrounding its use. 


2. fhe proposals and recommandisiens are oased on the following 
steps in which the Office of Personr2L and Utfies of Training have co- 
aperaled closely: 


a. Analyees of the eupervisors' repl.es to a questionnaire on 
the ewuerent Fitness Report. 


i. Statistical stulies of iow supervisors are using the forme 
i. Interviews vito 16 supervisors, curcer management and per~ 

gennel officials conducced ey [| 25X11 
c. Develooment of « revision es the best means ot clarifying 


jagues and previeins the pesis yor di BCUsSLONe 


«. Subsalesion of this vrevcior to 60 supervisors anc personnei 
‘offieiala in a series eo! ii. meetings. Hach group spent a 
minumun of two hours in auiysing and discussing the report 
and possible pollalis. 


tnt 


Further revision in close cocpacavior. with OP. 


«. Presentation to & Varee> Gvoureil task forces of the basis 
for the revision and as :ompargiag recommendations. 


2. Submission in nee futace oz the new revision of the form 
49 the 60 supervigers, vlong with a brief questionnaire 
Lo determaine whether tie serse or their criticiens and 
~aconmendeions had beea carsied Gute 
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My major conclusions at this oolat ares 


ae If every criticism were accepted, there would be no part 
left of either the presen’. form or the proposed revision 3 if 
every Suggestion for addi! ion were accepted, the form would 
approximate book size. 


be With all its defects, the present. report has not aroused 
overwhelming opposition arong supervisors, Hence, precipi- 
tious change is not necessary. 


ce "To show or not to show <he report to the subordinate 
that is the most controve:sial issue concerning fitness 
reporting. 


eo The proposed revyisior is <n the right track, having been 
preferred over the oresen: form by all who have seen it. 


@o The present report reguir:s teo much information about 
individuals (1) in certal-type jobs, and (2) when the 
supervisor has known the - ndividual for a very short period. 


*» Changes in fitness report forms and procedures should be 


evolutionary and invelve vide eentact with and explanation 
to supervisors. 


Major conclusions concerning “he "show-not show't isere aret 


a. The present pelicy is not working in accordance with the 
original intent that suve: visors make the decision on whether 
or not to show the report. Office-wide policies have beer. 
adeptad on this question, 


De There is a sizable minortiy, if net a majority, whe oppose 
present pelicy because it 13 not consistent across the Agency. 


Ce A majority would appreve saowlng & report concerned with job 
performance and designe: + help the supervisor deel more 
effectively with his subor linates. 


do A minority will Strongly rasist showing a form which is not 
designed for that purpese . 


ae A majority would approve a report, which is a privileged com- 
munication to managenen, crovided there existed £ report that 
could be shown. 
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fo A small minority will oppese any privileged communication of 
any type. 


g» The greatest approval would be cbtained for a form designed 
te show, with the pelicy io show unless the supervisor felt 
it unwise. In such an instance. he would explain on the 
form why he did not show the rerort. 


he A majority would approve two eszecially designed reports, one 
to promote effective dealing of supervisor with subordinate, 
the other a privileged conmunication te management. 


show policy since opinion on shewing it is close to being 


a The present form does not. lend itself to a clear+cut show-not 
aqually divided. 


5a It is recommemied that 


ae The prepesed form, with wiiatever minor changes that are made 
as & resuit of Paragraph 2a. be adopted. 


bo The form be divided into two chysically separate parts, the 
one to be concerned with “ob performance and the other with 
potential. 


cs Part I and Part II both be used for the annual report. 
de Part I only be used fer 


(1) Special reports (changes in assignment, changes in 
supervisor) 


(2) Individuals on jobs net requiring the type of information 
obtained in Part. II. 


a» Part I be treated as a steo toward a form and procedure which 
will really be helpful to the supervisor in dealing with his 
subordinates and the volicy of showing be optional with the 
individual supervisor, with action taken explained on the 
forme 


fo Part Ii be treated as a privilegad communication from ths 
supervisor to managenent above him and the policy be that it 
not be shewn to the subordinate. 
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gz. The report be given a trial run in one small office (where 
not more than 25 peope are available to be rated) in each 
major component of th» Agencye 


he The adoption of the rsport Agency~wide be preceded or 
accompanied by a trailing program involving selected super- 
visors, career management and personnel officials. They 
should be selected tc provide in each office or division a 
small group, available for at least a year after introduction 
of the report, to antwer questions that will arise among 
supervisors ganerally. 


i. The Career Council 


a, Adopt in principle the philosophy concerning fitness 
reporting exprested in the attached paper (TAB B). 


b. Direct the Office of Personnei and the Assessment and 
Evaluation Staff, OTR, to continue their studies to 
adapt fitness reverting forms and procedures to the 
ends served. 


co Direct the Office of Personnel and the Assessment and 
Evaluation Staff, OTR, to exert special ami immediate 
effort to develop separate procedures for the purposes 
of (1) helping ths supervisor deal more effectively with 
hie subordinates, and (2) providing management with the 
kind of information it needs to improve its action in 
personnel matters» 
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Chief 
Assessment and Evalue on Staff 
Office of Training 


2 Enclosures 
TAB A ~ Proposed Revision 
TAB B = "Developing A Fitness 
Reporting System” 


Oifice of Personnel 
Records Management Program 
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